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g _PMEMORANDUM FOR'5 Dlrector of Central Intelllgence
25X1:. - - ,FROM e

i U‘N
‘ U/Ubl/lb TN

'“‘,ijUBJECT '.~;?' Intelllgence Support to CTlSlS Managemeni

A'¢;1; .In aceordance w1th.your 16 August lnstrucL;ens; ﬁe_
: f;'hafe rev1ewed the Intelllgence Communlty s procedures for
"wifjnatlonal 1nte111gence support in crlsls 51tuaL10ns | We have
"Jconcluded that the ex1st1ng formal mechanloms (NIO coordlna—
,tlon, the Strateglc Warning Staff, Alert Memorandun CRITIC |
reporting, the National Intelllcence Sltuatlon Report, NOIWON A
'ii'conferenc1ng and the Time-Critical Requ1rements procedures _
»i'of the COMIREX and SIGINT Committees) are b351ca11y sound i o
.”; ;and should be continued. While my staff is cont:nu:ng Lovﬁ
‘lstudy ways 1n Wthh the Intelllgence Communlty can 1mprove

?}_1ts future ab111ty to provide warning 1nte113gence and

_1nte111gence support durlng crises, we have found that fhere

are some specific measures that could be taken now that would
.1mprove your ability to lead the Intelllgence Communlty durlng
‘crises and would assist you in providing more effective support"
to U.S. foreign policy and military responsesbdering periods -

of crisis. Briefly these measures are:
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a{_ the 1nst1tut10n of a Checkllst of Intelllgence

VTgroups..famll'

- on how to organlze 1nte111gence resources to cope w1th each

-CIlSlS. . As has been noted in varlous post mortems, the delays

and confu31on that thlS causes detracts from qu1ck and effectlve:_e“

marshalllng of our collection and analytlc resources._ ‘Without .

inhibiting flex1b111ty we belleve that a more dellberate approach?b"

to con51der1ng actions to be taken during crises Could reduce-

~ unnecessary delay and confusion. To this end,-we have drafted o

'fCrlses.  This Checkllst identifies specific actions to be

considered in any Cr151S situation and assigns 1espon51b111ty

for them. The actions descrlbed would not be mandatory, but

would be those that should be considered in each crisis 51tuat10n} o

The actions are 115ted in nomlnal order, but it is recpgnlzed

that events may place certain of these actions in a different

2
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’sequence CIA DIA NSA and State/INR have 1nrorma11y

'*vavlndlcated that the concept of hav1ng such a checklist 15:

'”7f:;sound and should be_xdopted The present draft descrlbesgi

‘fiCommunlty level and rnternal CIA procedures and respon51b1i1t1es
v"df;The other agenc1es have not added thelr comparable 1nLerna1 o
;agli;procedures to 1t S You may wish to have this done and furghc;;’

1;?£ref1nements made under NFIB ausplces Further, the Checklls d;dlfj

“passumes adoption of certaln of the other propocals in thlS'?:-; A

ﬂ‘f;memorandum. fdfii;tf;jp{,_:i-f.iﬂ ';f"i : | ‘f'_}{§~F |
HT 3 There is geperallagreement that there is a need forhfrfﬁ o
a DCI Crlsls Adv1sor who would keep the DCI and the NIO fuljyﬁﬂ}:m?—i
dlnformed on Communlty act1v1t1es and capabilities durrng a
crlsls, who would work with the NIO, the National Intelllgenceﬁifp;?ff
Sltuatlon Report Task Force and Intelllcence Community conponenreif:
to 1nsure that the Communlty s efforts are quickly focused on fliéj.a,
: key 1nte111gence needs and on 1nte111gence support to U'S’-J;'mr

~actions durlng a crisis; and who would serve as the Natlonal

"fa;Intelllgence 1nterface w1th the Pentagon s CollecLlod Coordlnatron‘f-f

.Fac111ty ThlS Advisor would support and complement the NIO
in hlS task of organlzlng the Communlty s substantlve 1nte111~“ |
;gence efforts by ensurlng that the entire Conmunlty is eff1c1entlyihu

~and effectively working together in providing 1ntelllgence .

support during a crisis. This advisor would be knowledgeable

3
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-of Communlty organlzatlon, Capabllltles and procedures as’
ni'they relate to warnlng and CTlSls operatlons and wou]d free _
;Ethe NIO and'the Chlef of the Natlonal Intelllgence Sltuatlon S
”Report Taskvforce from worrles about collectlon assets durlnth

) q~(" s
.;a crlsls and would allow them more tlme for analyers ?nd

.a..

*{substantlve 1nte111gence coordlnatlon.

Jquf'4 We are persuaded that the p051t10n of a DdT Cr;s:S-i;?Aiﬂ%?r%
”?f;f{Adv1sor is a full tlme one. He could only carry ou hls%ffﬁ‘E:J
:1ffdut1es durlng a CTlSlS 1f by virtue of his nornai respon51-
'¢b111t1es he had carefully studled our 1nte1]1gence capabJJthes
dgorganlzatlons, and procedures and had establlshed the necessary
'ﬁrelatlonshlps and understandlngs w1th Communlty components
‘fddurlng non-crisis perlods His non-crisis perlod dut;es mighf:

" include:

_.ffActlons During Crises current. DR
| b. Malntalnlnc an up-to-date knowledge of the
‘ddstructure and functlonlng of the Intellzgence Conmunlty:;
'%(and related parts of the nat10nal securlty structure)
' . c. Develop and coordinate Community contlngency _
uplannlng for ant1c1pated crisis 51tuatlons. o
d.' Develop improved Communlty procedures for‘A

handllng warning and crisis intelligence.

4
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e, Coordlnate 1nte111gence support to State and
;‘~Defense contlngency plannlng c E

Occa51onally conduct small scale exerc1ses ﬁﬁaf*“

s&based on selected rlsls scenarlos, to test 1mprovements

"Vgln our procedures or to correct noted def1c1ences

'gLﬁ(; We are less certaln what organizational nlche +he DCT _

‘Tf Crlsls Adv1sor should occupy. We belleve that the folJow:np
optlons should be con51dered and are prepared to drscuss the
fﬂjpros and- cons of each ‘ . : ' D f'fm-fiifbf

"*7A_a.‘ A member of the NIO Staff

':bb; A member of the IC Staff.
- c. An addltlonal duty for ‘the Director of

‘*the CIA Operatlons Center, reportlnc directly to»
':}the DCI in this capac1ty '

b:'a d. A chalrman of a DCI committee on warolno
f;énd crisis operatlons ‘ _ .
.fio. A DCI Representatlve to the State Deparineqt Interagency S
vCrlSlS Task Force (when such a Task Force is eSLabllshed) could fﬁj‘
,coordlnate Communlty actlons with the Department and 1mprove R

-communications between the Department and the Communlty 1nJ'

conveying State s 1nte111gence needs and prov1d1n0 prompt /?

1nte111gence tailored to those needs. (NIO t?nd DDO representatlon:tb

has been provided to State in recent crises with mixed effect.

r;- s
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Plac1ng these agghggiarrangements on a more tormal ba51s may -
1end more welght to a DCI presence in Departmentai Cr1515 groep;f;ei
We belleve that thls representatlve can be selected aCCOTdLng to o
the needs of a spec1f1c crlsls but that the Department needstf”

formal notlce that such a representatlve would probablf be if;f

",f' prov1ded in a CrISIS to carry out specified tasks. s

A DCI Representatlve to -JCS crisis p]annlng gloupsff“.'

should'be de51gnated as an 1nd1v1dua1 who would work with' the f1;3u

'f;J01nt Staff to 1mprove communlcatlons between the JCS and theitﬁﬁfw“

HIntelllgence Communlty, to 1mprove natlonal 1ntelngence suppoft.ﬁ:;%

” . to m111tary plannlng and operatlons during a crisis, and to kecpE\

-the DCI and the Communlty 1nformed of U.S. m1]1tary actlons so
that support can be prov1ded and better ana1y51s of fore;gn

R fifreactlons can be made. ThlS has been a weakness in our relatlonek

| .w1th the Pentagon in several crlses and is an area where tne_:

D1rector can take 1n1t1at1ves to improve our relatlonshlps“ .We"“"”

do not bel1eve this to be a full- tlme job, but we do hoid t;at
thlS representatlve must be of high enough rank to allow accesc.
to ‘the Joint Chlefs themselves. We recommend that you d351gnatev h
the Director of DIA as your Representative to the JCS for"z o
Intelllgence Communlty support to m111tary planning and opera—‘.
tions and hold him responsiblé for keeping you, the NIO,Ithe

Chief of the National Intelligence Situation'Report Task»Force,

. 6 A
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1 . . .

;~f and the DCI CrlSlS Adv1sor fully 1nformed on U S mllltary
aPlans and actlons so that approprlate Communlty elements caﬁx7v
~'3§;fProPer1Y assess forelgn reactlon to U S. act1v1t1es and so':i§ffffjf
fthat the Communlty can plan for more effectlve nat10nal f;;*f{

"1nte111gence support to U S m111tary operatlons

 8} You may w1sh to con51der these proposals fcr 1mproved_f“
:-ﬁ;,:llalson relatlons durlng crises w1th State and Defense C
};éseparately as part of the larger issue of your relatlons w1th :
.Ei the new. Secretarles The establlshment of the Crlsls Advzsor:“v
ﬁ}p051t10n and the Checkllst however, are matters whlch can be"
hjiidealt with W1th1n the Intelllgence Communlty 1tse1f and

*'such are matters you may wish to place on the NFIB aoenda° N

Attachment: - Draft Checklist of IntelligénceTCOEmunity'”w”
R Actions During Crises = - T

.7
Approved For Release 20@@@@&0&@991Mppsgsto?ng‘s?qjﬁ-;zl.f

T T




25X1 Approved For Release 2004/12/21 : CIA-RDP91M00696R000600160016-7

Next 6 Page(s) In Document Exempt

Approved For Release 2004/12/21 : CIA-RDP91M00696R000600160016-7



